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Managing and strategically aligning project portfolios, as well 
as developing best practices for planning, execution, and 
controlling projects – these are the core responsibilities of a 
Project Management Office (PMO).

Especially when it comes to applying methodologies and 
using project and portfolio management software or AI tools, 
the PMO plays a key pioneering role.

Establishing a PMO within an organization offers benefits on 
all levels – from executive decision-making to department 
heads, project managers, and team members.

An effective PMO can lead to significant improvements in 
processes, transparency, and collaboration, ultimately 
contributing to faster time-to-market for products and 
services.

Setting up a successful PMO is the key to efficient project 
portfolio management in practice.

➢ Definition & Core Responsibilities of a PMO
➢ Types of PMOs
➢ Building a PMO within Your Organization
➢ Potential Improvements Enabled by a PMO
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Importantly, the PMO does not manage individual projects or act as project 
assistance. Instead, it serves as a methodological and structural enabler, 
empowering people across the organization to achieve the best possible project 
outcomes independently.

To fulfill this role, a PMO acts in three distinct capacities:

▪ Directive: Setting and enforcing centralized project management standards, 
methods, and processes.

▪ Supportive: Offering guidance and training on project management 
methodologies and software; providing templates and tools.

▪ Controlling: Ensuring compliance with standards and managing performance 
reporting.

Depending on the project management framework, the PMO’s emphasis may be 
more directive, supportive, or controlling. Some frameworks don’t define the PMO as 
a permanent function but instead as a temporary, project-specific entity.

For instance, PRINCE2 and ISO 21502 refer to the term “Project Office,” whereas the 
European PM² standard calls it a “Project Support Office (PSO).”

A PMO is an organizational unit that centrally 
defines and supports project management 
methods, standards, and processes. It takes 
on coordinating, consulting, and oversight 
functions.
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Nach PRINCE2 ist es ein temporäres Projektbüro für
Unterstützung bei der Umsetzung einer bestimmten
Veränderungsinitiative

PM standard Definition Focus Time 
frame

PMBoK Guide A management structure that 
standardizes project-related 
governance processes and 
facilitates shared use of resources, 
methods, tools, and techniques.

Directive
Supportive

permanent

PRINCE2 A temporary office established to 
support a specific change initiative 
delivered as a project. When 
deployed, the Project Office 
assumes responsibility for the 
project support function.

Supportive temporary

IPMA ICB 4.0 Defines strategy and objectives for 
all project management 
development activities, provides 
coaching, mentoring, and training, 
and enables organizational 
competencies through shared 
initiatives across projects and 
programs. External experts may be 
involved to leverage existing 
experience.

Directive
Supportive
Controlling

permanent

PM2-Standard A Project Support Office (PSO) 
provides services supporting 
project management. This can 
range from basic support functions 
to linking projects to strategic 
objectives.

Directive
Supportive
Controlling

permanent 
or
temporary

ISO-21502 Project offices can perform a wide 
range of support activities for 
project managers and teams, 
including analysis, governance, 
standardization of methods, 
training, planning, monitoring, 
information management, and 
administrative support. A project 
office may support multiple 
projects or evolve into a Program or 
Portfolio Management Office.

Directive
Supportive
Controlling

permanent 
or
temporary
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PMOs take on a variety of responsibilities within a
company. When a PMO is designed to be directive, 
supportive, and controlling, these six key responsibilities 
summarize its most important functions and tasks:

The PMO defines the framework for project management across the organization, 
focusing on overall governance and regulation.

✓ Defining project roles, responsibilities, and escalation paths
✓ Establishing approval, prioritization, and control guidelines (e.g., regular status 

updates)
✓ Ensuring compliance with internal and external standards
✓ Setting up governance bodies such as steering committees

The goal is to implement an organization-wide framework for accountable and 
consistent project management and ensure adherence to it.

The PMO develops and supports operational project work through clearly defined PM 
methods and processes.

✓ Developing standard processes for planning, project requests, reporting, and risk 
management

✓ Providing templates, checklists, and best-practice guides
✓ Harmonizing project approaches (waterfall, agile, hybrid)
✓ Supporting teams in adopting and applying these standards

This ensures greater efficiency, comparability, and quality in day-to-day project work. 
Standards reduce administrative overhead in project teams, allowing them to focus on real 
project execution and saving valuable time.
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The PMO maintains an overarching view of available human and material 
resources, enabling well-informed allocation decisions in terms of personnel, 
machines or financial resources.

✓ Creating a company-wide resource overview
✓ Assisting with capacity planning and availability checks
✓ Making prioritization recommendations during resource conflicts 

The goal is to identify bottlenecks early and balance workloads across projects and 
line operations.

The PMO sets up a standardized reporting structure, preparing and presenting 
status updates, KPIs, and risk data across the entire project portfolio.

✓ Defining uniform KPIs for all reports
✓ Creating templates for (multi-)project reporting with traffic-light logic
✓ Building dashboards and variance analyses
✓ Supporting project reviews and escalation processes

The goal is to enable leadership to make well-founded decisions based on real-time 
data and actionable insights.

These first four key responsibilities ensure that company-wide
project management is neither random nor individual, but follows
clear rules and guidelines.

They form the foundation for effective multi-project management
and are crucial for strategic portfolio management.
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The PMO serves as the go-to partner for methodological and organizational 
questions, offering tailored support through training sessions, kick-off facilitation, or 
templates.

✓ Conducting training on PM standards, project management software, and 
productivity tools

✓ Providing methodological advice and advancing agile, hybrid, and classical PM 
practices

✓ Offering project coaching and support during challenging phases

The goal is to ensure continuous quality improvement, raise PM maturity levels, and 
professionalize project management across the organization.

The PMO helps executives ensure that projects and portfolios are fully aligned with 
strategic priorities by helping link projects and portfolios with company objectives. As 
a result, the PMO may evolve into a Program or Portfolio Management Office.

✓ Continuous coordination with executives on strategy and innovation
✓ Aligning with finance/controlling on project KPIs
✓ Supporting the evaluation and selection of new projects based on strategic goals

The goal is to improve the evaluation, selection and prioritization of project proposals 
and initiatives to enable the implementation of strategic programs or change and 
growth strategies.

These two core responsibilities facilitate increasing the degree of 
professionalization through continuous coordination processes
between the decistion-making level and the operational level.

Therebye, strategic alignment is always ensured thorugh the
entire company.
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The type of PMO you establish depends on your organization’s PM maturity level. 
Ideally, the PMO grows alongside the maturity of operational project management.

Implementing a highly sophisticated PMO in an organization with a low maturity level 
often causes friction and demotivates teams.

There are as many PMO variations as there are 
organizations – the key is to tailor it to your 
company’s needs and maintain flexibility.

Project Management Center
of Excellence (PMCoE)

Company-wide PMO

Departmental-
PMO

Project-PMO
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Degree of influence on and alignment with company strategy
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A PMO can evolve into a Program or Portfolio Management Office over time, provided 
the company’s project management maturity advances across all departments.

In this sense, the “P” in PMO evolves from Project to Program and ultimately to 
Portfolio.

Portfolio Management Office

Program Management Office

Project Management Office
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Degree of influence on and alignment with company strategy

Depending on the type, a PMO is located at different points in a company‘s
organizational chart.

C-Level

Department 1 Department 3

Project 2

Project 1

Project 3

Project 2

Project 1

Department 2

PMCoE/PMO

PO

D-PMO

Project 1
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Introducing a PMO requires careful planning. A thorough assessment of the current 
state lays the foundation for a tailored PMO concept. It’s essential to align the PMO 
with the company’s specific conditions and real needs.

Key success factor: Transparency with all stakeholders throughout every step.
Senior management, department heads, and employees must actively support the 
decision.

A lean, service-oriented start ensures acceptance and allows for later scaling. Clear 
communication about the setup process and its objectives is equally critical.

Setting up a PMO is a project in itself and
should be managed as such.
The 4 phases are: Analysis, conception,
implementation and transition to regular
operation, accompanied by continuous
optimization.

✓ Clear Mandate & 
Objectives

✓ Support from C-Level
✓ Transparent 

Communikation
✓ Focused Start
✓ Measurable Results

x Unclear Responsibilities
x Lack of Acceptance
x Overregulation
x High Initial Complexity
x Lack of Transparency & 

Inflexibility
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1. 
Analysis of 
Status-Quo

2. 
Concept 

Development

3. 
Implementati

on

4. 
Regular 

Operation

As with any project, the first step is a comprehensive analysis of the company’s 
current PM maturity. This includes reviewing methods, processes, tools, and 
ongoing projects.

Create a project list to identify which initiatives will fall under the PMO’s scope. This 
list will help determine staffing needs and the PMO’s responsibilities.

Based on your analysis, develop a realistic PMO concept. Define clear objectives 
and measurable KPIs. Decide whether your PMO will be operational, monitoring, or 
strategic, as this will shape its responsibilities and outcomes.

Identify required roles, responsibilities, and resources. Define essential PM 
processes and methods that will later be standardized across all projects.

Useful KPIs may be:
➢ Project delivery times
➢ Budget adherence rates
➢ Resource utilization efficiency
➢ Stakeholder satisfaction

Optim
i zation
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In this phase, execute the concept step by step. Staff the PMO with qualified 
professionals, investing in training and workshops to ensure they are well-prepared 
for their roles.

Gradually roll out processes and methods, ensuring transparent communication 
about what, why, and when changes are introduced. This phase is a change 
management challenge – allocate enough time to avoid overwhelming employees.

To measure the impact of the PMO on your projects and the organization, you should
define measurable performance indicators during the planning phase, tailored to the
maturity and scope of your PMO.

Examples of these key performance indicators (KPIs) may include:

PM Focus KPIs

Directive
PMO

• Increase On-Time Delivery – 70% of Projects Completed by
Deadline

• Maintain Budget Variances Below +5%
• Achieve Project Portfolio ROI of 10-20%

Supportive
PMO

• Adoption Rate of Templates, Standards, and Methods: 90%
• Number of Training Sessions & Workshops: 2 per

Person/Year
• Increase Project Team Satisfaction to 80%

Controlling
PMO

• Increase Compliance Rate to 90%
• Report Completeness in 90% of Projects
• Reduce Deviations from Standards to 10%

Once implemented, the PMO takes over all responsibilities autonomously. 
Continuous optimization of processes and adaptation to evolving conditions are 
essential.

The PMO must remain proactive, agile, and capable of determining which processes 
are non-negotiable due to regulations, which can be adapted for better outcomes, 
and how these changes can be sustainably embedded across teams and 
departments.
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A PMO is more than just an administrative unit – it is a strategic management tool 
that drives transparency, prioritization, and efficiency across all projects.

While setting up a PMO requires careful planning and alignment with organizational 
structures, the benefits are clear: faster project delivery, more targeted resource 
allocation and consistent execution of strategic goals.

Companies that successfully implement a PMO boost their competitiveness, 
minimize risks, and gain a decisive edge. A well-designed PMO acts as the critical link 
between operational execution and strategic leadership.

According to the report PMO Maturity: Lessons from the Global Top Tier by the Project 
Management Institute (pmi) together with PwC, companies with a PMO scoring in the
top 10% globally in terms of maturity achieve twice the revenue and three times the
customer satisfaction than the rest.

This underscores the enormous potential and the influence of consistent
optimization of project management standards and PMO pracitices on the overall
success of a company.

If the PMO has a very high level of maturity
and ranks among the top 10% globally, the
company achieves 2x more revenue growth
and 3x higher customer satisfaction thatn the
remaining 90%.

Source: PMI und PwC PMO Maturity: Lessons from the
Global Top Tier, 2022
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